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Q | evaluate ny enployees every year. | believe | should have feedback
fromthem about how I’ m doing as a supervisor. Wuld it be a good idea
to have them eval uate ne?

A. There are many ways to |learn how well you are doing as a supervisor
but bei ng eval uated by enpl oyees is probably not the best way to go
about it. Such an evaluation reverses your roles, and enpl oyees wil|l
consi der how their evaluation nmight affect their job situation and thus
may not be inpartial. Although exchangi ng feedback with your enployees
is a good idea, practicing good comrunication skills throughout the year
by talking with them about their needs is nore effective. Good

comuni cation will make your relationship with each enpl oyee nore

meani ngf ul and provide an opportunity for himor her to be honest about
any concerns. |f a pattern of feedback about your supervision style
energes from enpl oyees and you find it troubling, consider how the EAP
can assist you in nmaking the changes you desire.

Q Sonetines enpl oyees have such unusual needs that | doubt the EAP can
help them | know there are many community resources, but some probl ens
requi re such unusual solutions that resources probably don’t exist,
correct?

A. Enpl oyee assi stance professionals are continually researching and
finding services to neet a wide variety of enployee and fam |y needs.
Sone useful services are indeed unusual and hard to find, but once

di scovered beconme part of the EAP' s base of know edge for making
referrals. Lack of funds cause many snall agenci es and obscure resources
torely strictly on word-of-mouth advertising;, many of them are
therefore virtually unknown to the general public. However, enployee
assi stance professionals may be well aware of them The rule of thunmb is
never to assune that a resource does not exist for a unique enpl oyee
problem This will keep you fromhesitating to refer to the EAP when
enpl oyees present uni que personal problens as explanations for ongoing
per formance probl ens.

Q After a supervisor referral, why do | need to know about an

enpl oyee’ s attendance or follow through with the EA professional’s
recommendati ons? After all, ny ability to supervise the enployee is not
i npeded. | sinply focus on job performance.

A. Although in npst cases your ability to nmanage an enpl oyee i s not

i mpeded if a release is not signed, there are benefits to the supervisor
and enpl oyee when a rel ease is signed. Enpl oyees usually want the
supervi sor who referred themto know t hey have sought hel p. Notice that
this has happened is best comuni cated by the EAP. Not only does this
reduce enpl oyee anxiety, it also inproves enployee adherence to EAP
recommendations. Wth verification by the EAP that help is being sought,
t he supervisor can better decide whether to accept any further delays in
i mproved performance, how long this period will be, or if any
accomodation will be given to tenporary setbacks once inproved



performance begi ns. Where the EAP plays a role in assisting enpl oyees
wi th al cohol and drug problens, a signed release may be critical to
properly managi ng the enpl oyee or conplying with federal regul ations
that may govern certain types of referrals.

Q M enployee is an excellent performer, but | strongly encouraged her
to call the EAP when she began to tal k about her husband’ s persona
probl enms. The enpl oyee said she would definitely go. Is this a

supervi sor referral or a self-referral?

A. The EAP will probably consider this a self-referral, particularly if
t he enpl oyee doesn’t nmention your role in her decision to contact the
program Obviously, no job performance problens exist, so follow up by
you or comuni cation with the EAP is not indicated. You of course

pl ayed a role in notivating the enployee to contact the EAP, but a
supervi sor referral entails nmore. EAP theory bases supervisor referrals
on job performance problens that can be documented and articul at ed;
however, nothing prevents the supervisor fromurging an enpl oyee to
contact the EAP when he or she volunteers information about persona
problems. |If this sanme enpl oyee al so had job performance problens, you
could choose to make this a supervisor referral. In that case, you would
base the referral on job performance, notify the EAP of your

i nvol venent, and anticipate |limted conmunication with a signed rel ease
after the first appointnent.

Q I'mangry with ny enpl oyee who has been havi ng attendance probl ens
again. He did great for a while after being referred to the EAP. | fee
the need to take disciplinary action but am concerned about whether the
EAP wi ||l support it.

A. A key principle of enployee assistance prograns, and one that has
fuel ed their popularity among busi ness organizations, is that they do
not interfere with the adm nistrative or disciplinary processes of the
organi zati on. That nmeans that EA professionals do not offer opinions or
gui dance or otherwi se attenpt to influence an organi zation’s plans for
or against disciplinary action. The supervisor nust not interpret from
di scussions held with the EAP that proposed actions have been approved
or rejected. Sonetimes supervisors seek such guidance or support from
the EA professional; sonmetines they are frustrated when they don’t get
it. The boundary woul d be easy to cross, given the EA professional’s
privileged role and expert know edge. However, to do so woul d subj ect
the EAP to loss of credibility anong nanagenent and enpl oyees ali ke.
This woul d eventually render it unable to serve the organization.



